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INTRODUCTION

Prlnclpals and asslstant principals are obviously key indlviduals in the operation of an

effective school. Though seldom directly involved in teaching students, the principal’s

impact upon the educational program through instructional and managerial leadership is

generally greater than any other staff member. Performance/Outcome Based Principal
Evaluation (P/OBPE) can enha"lce that leadership through on-going principal

development and organlzatxonal change. The process of performance, outcomg based

principal evaluation presented in this paper is a product of flfteen years of developing;

implementing, assessing and refining administrator evaluation programs in hundreds of

school systems.! The process is not purported to be a panacea for all that aills

administrators and schools. However; the procedures do provide a basis for effective
data collection, communication, personal and organizational development, and

er.ployment decision making.

personnel and the lmportance of an organizaticnal cultijre created through trust and

collegiality provide a philosuphical basis for P/OSPE procedures. To amplify this

philosophical base, five personnel evaluation issues are discussed below. P/OBPE

evolved from a strong belief about the importance of each of these issues.2

i. Personnel Development vs Personnel Dismissal. Negative cultures are

created through traditional evaluation _Systems which focus primarily upon
data collection for employment decision making. Positive cultures are
created when honest assessment and opportunity for improvement are
paramount and employment deci3ion making is secondary:

2. High Evaluator-High Principal Involvement vs High Evaluator-kow Principal

Involvement. Personnel growth is seldom lastirg or significant when the

evaluator does all the assessing, most of the talking and provides most of

the answers. Self-assessment; collegial coaching and jolntly developed
growth plans promote participation by the principal. Higher principal

involvement resilts in greater readiness to improve.

3. Personalized Assessment and Differentiated Responsibilities vs

Comparative Assessment and Commonality Responsibilities. Principals have

varied responsibilities, schools have unique leadership needs, communities

and educational groups have different expectations. Principals shoulo be

evaluated based upon those unique responsibilities, needs and expectations

rather than a set of comman expectations and norms which promote

comparison among principals. Performance criteria of greatest import in one

setting may be of lesser importance in another setting. The evaliator should

weigh the merit of each expectation (criterion) and school goal and evaluate

accordingly rather than employ comparative judgments and use a set of

common and equal criteria for all principals irrespective of local needs and
expectations.

4. Instructional Leadership vs Managerial Leéaderahip. Effective instructional
leadership seldom occurs without efficient day-by-day management of school
operations.  Staff, students and parents find It difflcult to focus upon
instructional issues when managerial issués cloud the horizon: Both instructional
and managerial leadership must be _present in an 2ffective school. Yet, priority

of time and en2rgy for the pnncxpal should favor instruction. A school is seidom
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as educatlonally effective as it could be if the principal does not stress

instructisnal focus through example and expectations. More than half of the

evaluative criteria for principals should relate to instructional responsibilities.
Each of the school goals should directly or indirectly impact upon the
instructional program.

5. Performance/Outcome Assessment vs Performance Assessment. Educational

historians might describe the last quarter of this century as an era of outcome
based education; From the pubiic outcry for accountabxllty in the early seventies,

to the productivity measure and organlzatldnal culture terminology of the

elghtles; educators have been faced with the necessity to define and

deomonstrate quality of personnei product and crganlzatlon. To assess only

personnel skill level assumes, or ignores, organizational growth. To assess only

organizational outcomes is lnadequate to generate quality personnel

improvement, P/OBPE encompasses personnel skill assessment and ‘development

through evaluative criteria; and organizational outcomes and productivity through
goal setting. This dualistic apprcach provides a philosophical and procedural

framewori for movlng evaluation of personnel through the latter part of this "era

of outcome based education."
TERMINOLOGY
PERFORMENCE/OUTCOME BASED PRINCIPAL EVA!:.UA'HEJN is a process

for the professlonal development of principals through: (a) the

job re‘ated expectations and desired organizational

expected skills and accomplishment of

hina regarding skill

'o'utc'o'mes, (b) the
desired outcomes; ({c) -
level and progress toward outcomes; (d) the gggqcmmn_tg improve %klll

level and modify desired outcomes; and, (e) job related declsion making:

The first phrase, "a process for the professional development of principals" highlights

the importance of P/OBPE being a series of events (a process), not the singular activity

of preparing a summative evaluative document so often used tU meet gtate mandates or

board policy guidelines: The phrase also states the general purpose of the evaluation

process: professional development of principals:

The professional development of prlncxpals cannot be accompllshed without a clear

understanding of the personal skills a principal is expecteed to master and the

organizational outcomes a principal is expected to accomplish. The personal skills are

the performance criteria;

PERFORMANCE CRITERIA are Job related expectations based upcn studles

of effective schooling and effective administration.

process. From the beglnning of the process when these expectatlons are reviewed for

Understandlng, through the end of the process when the principal is evaluated on the

Performance Criteria Summative Evaluation Form; each skill related activity in the

process is structured around the criteria. The criteria form the basis for the data

collection, the conferences, the growth plans and the summative evaluation associated
with the skill performance portion of the process.
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Because of the significant role of the performance criterla in the P/OBPE process, a
clear understanding of the meaning of each criterion is cruclal. Descriptors assist the
evaluator and the principal In that understanding.

DESCRIPTORS are phrases which collectwely communicate the meaning of a
a criterion.

Descrxptors are statements of skill or action not signxfxcant enough to stand alone as a

criterion but significant enough to be used to convey the meaning of a crlterlon. The

descriptors provided for each criterion do not represent a complete listing of

administrative behavior assoclated with that rlterlon. They are exemplary, not

inclusive. To ccmpxle an lncluswe list requires extensive tlme. is cumbersome,

confuslng, and generally considered impossible. Criteria and descriptors begin with
action verbs.

Performance Area is a term taken from the litérature of performance evaluation and
applied to the skill assessment portion of P/OPBE.

PERFORMANCE AREAS are groupings of criterla which are similars

Performance areas are an administrative nicety. They represent a logical arrangement
of criteria but are never directly involved In critical evaluative issues.

In P/OBPE, understanding that a principal is evaluated on criteria, not descriptors nor

performance areas; is important. Criteria are the critical content; descriptors assist in

understanding the criteria; and performance areas are logical groupings of similar

criteria: Only the performance criteria are essential. Fxsjure 1 provxdes an example of a

criterion, some related descriptors and a performance area. A complete set of

Perfarmance Areas, Criteria and Descriptors are provided in the Appendix.

Figure 1

Sample Performance Area, Criterion, Descriptors

-Instructional Leadership (Performance Area)
--Provides for management of instruction (Criterion)

---Promotes the identification of instructicnal objectives.

--~Promotes instructional programming consistent with
instructional objectives.

-~--Monitors student progress toward achievement of
instructional objectives. B

---Makes program changes based upor student achievement

data or othr pertinent information.

The terms criteria, desc"iptors and performance areas defxned above represent aspects

of the P/OBPE process associated with personal skill improvement. The critical term in

the portion of the P/OBPE process associated with accomplishment of desired
organizational growth are School Goal Statements. In P/OBPE, School Goal Statements
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are the foundation of the organizational outcomes dimension Jjust as Performance

Criteria are the foundation of the personal skill dimension.

SCHOOL GOAL STATEMENTS arée desired educational outcomes for the
school upon which the principal can have some impact.

Typically, five or six goals aré identified for each school! year, with about half

reflecting unique needs of the school and the others representing the schools efforts to

address district-wide goals. School Gu>' Statements should be developed through

faculty lInput, typically In the Spring for the upcoming school year. Systematic
involvement through committee structure foliowed by high “focus" upon the goal enhance
the positive impact of this process on the school organization.

EVALUATIVE PHASES

assessment of desired organizational outcomes are not only compatable, but

complementary when properly sequenced. To promote proper sequencing, the P/OBPE

process is categorized into five distinct phases:  Developmental, Preparatory,
Formative; Summative and Contractual. The procedures associated with each are based

upon. the philosophical foundation presented in the previous sectlons of this paper. In
the Developmental phase the evaluative process is formulated, refined and adopted by

the Board of Education. After adoption, the Preparatory phase provides opportunity for
Initial and on-going inservice in the terminology, process and expectations of the new
evaluative system:. The Preparatory phase also includes the identification of school
goals esssential in providing positive direction for thé school. The Formative phase is
the most impacting of the phases upon the development of the principal and the school.

During this phasz, the principal receives specific skill and goal accomplishment feedback

and coaching designed to improve performance and outcomes. Improvement plans are a

part of this phase fur all principals. The Summative phase is the judgmental phase
requiring decisions based upon all that has transpired during the evaluative process.
The Summative phase 1s a synthesis of all data; placed in proper perspective to define

current Jevel of performance on each criterion and accomplishment of desired goals. The

Contractual phase is the employment decision based upon the Summative data:

Each of the P/OBPE phases are schematically depicted in Figure 2 and described in more

detall in the following sections of this paper. The dualistic spproach used in P/OBPE is
readily evident through the "Performance Criteria" and "School Goai=" columns. The
Performance Criteria column represents issues related cirectly to improvement of
personal skill on the job-related expectations (criteria). The School Goals column
represents issues acsociated with the accomplishment of desired school outcomes
\goals), The issues and tasks for the Developmental and Contractual Phases are the

same for the Performance Criteria and School Goals; the lssues and tasks for the
Preparatory, Formative and Summative Phases are different;
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PERFORMANCE/OUTCOME BASED PRINCIPAL EVALUATION SCHEMA

EVALUATIVE “MAJOR_EVENTS AND TASKS FOR TYPICAL s
PHASES PERFORMANCE CRITERIA SCHOBL GOALS TIMEFRAM‘S
Developmental Leadership. Commitment Fall
1 1osoph z of Improvement through
Participative Management Winter
Commi ttee_ Tasks.
Review Literature and Models
Draft PrscesséContent/Forms
Seek Input and Refin
Recommend to Board
Plan Inservice
Preparatory Ingervice Prlncigals Inservice Princigals April__
Process/Conten Procesa/Conten through
- = September
Ingervice Evaluators Ingervice Evaluators
Process/Content Process,/Content
Idengiﬁy School Goals
Assess Needs
Faculty Input
Building Goals
District Goals
Formative Scheduled Observations Goal Progress September
Notetaking Principal Assess through
Formative Form - Supervisor_3Assess May
Coniference Formative Form
) L Conference
Unacheduled Observations | _ .
Notetaking GoanMpdifacatxon
Formative Form Collegial
Conference
Goal - Progress 77777
Non-Observed Data Principal Assess
Documentation Supervisor Assess
Formative Form Formative Form
Conference Conference
Artifact Data
Identify
Collect
Analyze )
Formative Form
Conference
Growth Plans
| Personnel
Criterion Based -
Developed Collegially
Summative Summative Form Summative Egrm o June .
LCriteria Performance Goal Accomplishment cnd/or
Summative Conference Summat ive Conference December
Growth Plans Goal Identification
Contractual EmEloyment Decision - June
erformance Criteria Summative Evaluation or______
Goal Statement Summative Evaluations December
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DE VELOPMENTAL PHASE

Too often change occurs "top-down.' This hierarchlal model promotes organizational
changes which are often needed but seldom lasting. A superintendent attends a
conference or workship, hears an exciting speaker; returns to the homefront and

mandates the change. Tnls change process infrequently makes an impact: For change to

be effective and lasting, personnel affected by the change should have input into the

development, refinement and implemeéntation of the change: They must understand and

support the philosophical roots of the proposed change and be able to envision the
positive effects forthcoming after the change. Participative developmznt and

implementation of the change are critical: ~ Researcn data are clear -- without
participative development and implementation, the new change, regardless of how

appropriate, will generally not survive the test of time nor the influg of new personnel.

To promote quality, lasting change, the P/OBPE program should be deveioped through a

committee representative of those persons directly affected by the process (principals)
and other relevant parties such as central office personnel, teachers, board members,
etc. The committee must devzlop the Job related expectations (criteria and descriptors),
the process to assess the expectations and accomplishment of organizational goals, and

the appropriate procedural forms to implement the process. Provided below is a listing

of typical tasks fer a P/OBPE Committee.

Committee Tasks
t. Review current literature on effective schooling, effective teaching,

effective administration and evaluation
2:  Revlew evaluation models from other districts and states
3. Interact with consultanits regarding research and P/OBPE models
4. Draft a P/OBPE system for the district
5. Present the draft to district principals for input and refinement

6. Revise draft per input into a recommended system for the district
7. Present the proposed system to the Board of Education for approval

The use of an experienced consultant as a resource person and committee facilitator
during the development of a performance-outcome based evaluation system results in

improved committee efficiency and quality of the evaluation system. The consultant

understands and can communicate the nuances, the pros and cons and the projected
consequences of the varlous procedures assoclated with each type of decision during the

development of the process and the evaluation forms. The committée can then make

decisions most appropriate to the local setting. A recent study? of 405 districts
implementing new evaluative systems indicated those districts which used consultants
implemented systems which were generally more effective, had more internal support

districts which implemented the new sSystems without the direct assistance of a

consultant. Even smaller districts, wheré consultant costs seem prohibitive, make use
Isage 6
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of consultant services by booilhj resources and developing individual, personalized
systems simultaneously;

Committee Structure

The development of a P/OBPE system ior a school district should be a furiction of i

district-wide committee representatlve of the various educators and constituents in the

commonlty Each dlstrlct should corisider the uniqueness of the community before

determlmng what groups are represented and how those representatives should be
selected. The following list is riot inclusive of all considerations regarding the
committee structure, but does provide several important iSssues that must be addressed
before identifying a district-wide evaluation committee.

1. The committee should be large enough in number to be reprosentative, but
small enougn to be effecient and effective. Twelve to fifteen members is
usually adequate.

2. Representation from the various teaching and administrative groups ln the

district should be assured. Approx: mately half of the committee membership

should be from the group mnst directly affected by the evaluation system,

lie: principals and assistant principals. In the ldentification of members for

the committee, consideration should be glven to repregentativeness by race,

sex; building grade levels,rexperlence, et¢. However, of paramount

importance is the 1dentlflcatlon of persons who are highly lntelllgent,

artxcolate skilled in thetr roles and respected by their peers. Appointments
are typically made in one of the following ways:

a. Appointment by the Superintendent or Board of Education.
b. Appointment by the local professional assoclations.

c. Appointment by the Superintendent in consultation with the leadership
of the local profésgional associations.

4. Appolntment of volunteers.
é. Pppointment via a blénding of two or more of the above:

3. Representat1o1 from the various constituents within the commun1t7 should be

consldered Typically, one or two Board menibers serves on the commxttee.

Board has first-hand information, insight, and support for the proposed

system. Other members of the community may be represented on the
committee, given the typical degree of ivolvement of community members on

district committees. At the very least, consideration should be givan to the

involvement of a parent representative of the various parent groups in the
educational community.

In a mid-size to large district, a typical committee might be structured as follows:
1. 3 teachers (i elementary, 1 middle, ! secondary)

2. 3 pr lnclpals 3 ‘elementary, { middle, { Sécondary)
3. 3 assistant principals (1 elementary; | middle, 1 secandary)
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4. 2 central office administrators
5. 1 bpard member
6. 1 parent or community business person

Maintalning a functional size is an important consideration. However, the larger the

size of the district; the larger must be the commitfee. Representatlon of various

professional groups is an important consideration, as long as the committee does not
become so large as to be disfunctional.

Another consideration in the appolrstment of the committee should be the ablllty of the

committee members to represent commltt’e declslons to other educators. This is

important during the development of the system anc the education of other personnel

regarding the final, approved system.
PR™SARATORY PHASE

As mentloned prevlously, for the Preparatory, Formatlve and Summative Phases, the
issues and speclflc tasks associated with the Performance Criteria are somewhat

different from the lgssues and tasks for the School Goals. To best depict those

dlfferences, the purposes and tasks associated with the criteria and goals for each
phase ar: presented separately. This section represents the Performance Criterla
issues, the following section presents School Goals issues:

PREPARATORY PHASE -- PERFORMANCE CR’TERIA

The purposes of the Performance Crtteria preparatory phase are to ensure princlpals'

understanding of the procedures to be used in the evaluative process end the skill

expectations {criteria) for which they will be held accountabie and promote the effectlve

implementation of the procedures by providing inservice training for the evaluators.

Ensuring that persons evaluated understand prior to the beginning of the evaluation

process that which is expected of them and the manner in which they will be evaludated is

a fair; humane; ethical and legal approach to personnel evaluation. Prior knowledge is

necessary if evaluation is to promote development, as contrasted to being judgmental.

Inservice education is necessary prior to the implemertation of any significant

organizational change. Inservice is particularly appropriate for a process as potentially

beneficial and controi/erslal as peirsonnel evaluation. Members of the evaluation

committee which developed the evaluative system should assist in the planning and

xmplemen*atlon of the inservice sess.ons. An outside consultant may serve as the

primary presentoir and be assisted by the committee members; or the committee may

develop and conduct the inservice without assistance.

Length of the Inservice activitles necessary to meet the purposes stated above varies
according to sophistication of district personnel. Generally, one full day of inservice
for persons to be evaluated and two full days for those who will be doing the evaluating

+5 adequate_to enter the first few months of the new process. Mast disticts find that an

additioral day of inservice for all principals and evaluators later in the schocl year i3

valuable because of the opportuniiy to relate concrets experiences with the theoretical
agpects of the new system.

no ensure underetarding of the evaluative procedu"vs and expectatlons. lnaerwce

tralnmg of principal3 should be an on-guing process; not ending during the flrst year of

the newly implemented program. Continued refinement of prircipals’ skills and attitudes
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about personal development can be accomplished though lnservice on administrative
skills, effective schooling, etc. Inservice activities are most effective when based upon

felt needs of the principals; internal motivation is more effective than exterral.

Prior to the beginning of the data collection process, the evaluator should discuss with
the principal those types of "artifact" data the evaluator would like to review so

collection of the data can be accomplished during the school year. Artifact data are
substantive items of information such as faculty attitude surveys, attendance records,
student test data; committee minutes, etc.

PREPARATORY PHASE -~ SCHOOL GOALS
The purpose Of the preparatory phase for School Goals esztends beyond the

"understanding" issues for the Performance Criteria. As with the Performance Criteria,

an understanding of the process as related to the School Goals component is essentlal.

In addition to this understanding, School Goals must be identified during the preparatory
phase.

Inservice about the purpose and writing of School Goals is helpful to principals as they
learn to identify meanlngful, potentlally impacting goals. Without proper training, goals
are too often simplistic issues which do not impact significantly in the school. This was
exemplified in recent years as many districts required principals to identify schcol

goals. More often tihan not; the result was a listing of statements about personal

administrative skills rather than desired school outcomes. The goals frequently

reflected activities already completed or nearly completed and did not make a s!gnificant
difference in the quality of life or program of the school: The priricipals selected goals

which were easy to achieve; low in impact and often already "in their hip pocket."

Staff input into the operation and direction of a school should be systematic and evident
to all concerned: This is particularly impo tant during the spring of the year when
faculty should be involved In assessing the past year and envisioning future gcals.
Neither the principal, nor the administrative team should be solely responsible for

identifying school goals for the upcoming year. The process should be collegially based,

with structured input from standing or ad hoc commitiees, Two standing; building

committees can meet these and other =ducational needs of the Staff and program. A

“curriculum and instruction" committee can address issues related to the Instructional

program and an "administrative advisory’ committee can address issues related to the

managerial and prodedural operations of the school.?

An effective School Goal Staterzent is based upon an assessment of faculty and program

needs, provides a vision for improvement and a game plan to accomplish that vision. The
Goal represents an issue which will impact positively in the school; one over which the
principal has some control; but; one which is not focused upon impreving a principal’s

personal skill. Followlng is an example of a typical goal statement.

School Goal Statement for the 1986-97 School Year:

Improve parent and student knowledge and sensitivity to substance abuse by
developing and impleiaenting a "Parents and Students Who Care" program.
This goal would be assessed at the end of the year according to data rélated to
improving parent and student kiowledge ard sensitivity to substance abuse. Tne
obvicus assessment would be whether a program was bégun, thy number of parents and
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students involved and the Impact the program had on parents and students directly and
indirectly involved.

A School Goal Statement may appear general, leading to more specific goals in the

future. The following School Goal Statement initiates a school improvement plan which

will result in more specific goals In later years:

School Goal Statement for the 1986 8. Srhool Year:

Develop and begin implementatiun of a tiireé year School improvement plan based
upon concests presented by Glen Robinson in the Educational Research Services
publication "Effective Schools Research: A Guide to School Improvment,”
February, 1985,

The above goal would be a startlng pomt for a series of similar goals over the next

three yeeis. Once the school improvement plan was developed, the goals in future years
should be worded as desired outcomes: For example

School Goal Statement for the 1987-88 Schoo} Year:

Develop a consistent process for assessing student progress on curricular

objectives and reportlng that progress to faculty so modifications in

Instructional strategies can be made accordingly.

The _outcomes le be the new process for assesslng and reporting progress and the

modifications made in instructional strategles.

Each of the above School Goal Statements reflects unique needs of a particular schocl.
Goals may also be developed which "dovetail" with districts-wide goals. Often; the
Board of Education and Superintendent expect all schools In the district to address

certain issues and write goals which correlated to a district goal.

Most szchool faculty and princlpals can develop and focus uponr: four to slx ma;}or lssues

each year. Typically, two or three of these goals are unique to the particular school and

two or three are correlated wlrh dlstrlct goals. Too many goals in a given time frame

can appear overwhelming and thus counteiproductive both in time invested and attitude
about improvement.

FORMATIVE PHASE

The Formative Phase Is the most significant series of events in an evaluative process

designed to prumote personal growth and organizational development. In P/OBPE, at

least 90% of the time and energy given to evaluative actitivites should be made in the

formative phase. The Formative Phase includes data collection and documentation,

conférencing for coaching and feedback, and opportunity for improvement. In essence.

items "b;" "¢," and "d" in the following definition of P/OBPE:

PERFEJPMANCE/GUICOME BASED PRINCIPAL EVALUATION is a process
for the professional development of principals through: (a) the
mm;_ﬁg_a_tmuﬁ Job related expectations and deslred orgamzatmnal
outcomes; (b) the mm_gf expected skills and accomplishment of

re ' & cus<ion iNga regarding skill

des;regrpu};p[nes, (c)
level anc progress toward outcomes, (d) the opportun g lmprove skill
level and modify desired outcomess; and, (e} Job ion making




FORMATIVE PHASE -- PERFORMANCE CRITERIA

Data collection, documentation and conferencing during the Formative Phase occurs In

four formats. Some data are collected on a “scheduled" basis, some on_a more
spantareous, “unscheduled” basis. Some data, such as letters or phone calls from
parznts, are unsolicited and "non-cbserved." Other data come from specified sources of
relevajce such as attendance reports, test sScores, committee minutes, etc. and are
defined as "artifact" data. The follawing sections describe in more detail each of these
four data types.

Scheduled Observations

In P/OBPE decxsxons based upon assumptions about performance are mapproprxate. To

administrative skill is unfair to the principal, unethical, and in more and more states, a

violation of procedural rights: Therefore, an essential component of P/OBPE is the

on—site observation of a principal.

On-site observations are valid means of collectlng data about a prlnclpal s typlcal

day-by-day administrative skills. To collect these data, the evaluator must "shadow"
the prmcxpal for a specxfxed period of time. The term “shadow" i3 used in the most

positive sense of following the principal during the School day and making notes about

what the prlnclpal does and says. Specifically; the evaluator should record; as much as
is feaslble, the exact statements made by the principal and those with whom the

principal communicates. The evaluator should also record the specific tasks in which the

principal participates and when time permits; label the tasks and statements according

to administrative skills and/or job functions. Tiie opeing lines from a principal-teacher
discussion provide an example of the type of ducumentation which can be useful to the
evaluator and the principal for skill improvement.

Time: 8:45 AM Location: Office Area
Discipline-Problem Solving

Teacher: Do you have a minute for us to visit?

Principal: Sure, what’s the problem?

Teacher: I'm havlﬁ§ trouble with Johnny Jameson. He talked back to

me...I’‘m not sure how I want to deal with him.

Principal: Is this somethlng you want to handle yourself or do you think I

should call him in to have a little visit?

conversatlons. On occaslon, an event or task may be mlssed The lmportant issue is not

the post-observation conference. When réread, a good Sét of abservation notes creates
a mental picture of the events and the discussions of the day. The notes are descriptive
of what occurred and was sald, not paraphrases or shortened versions of what was
meant. The good set of notes is also vold of value laden statements. As an example,
the followlng might appear In an evaluator’s notes: "The principal made a mistake when

he told the teacher she should ‘...call the girl’s parents tonight’." The evaluator should

not judge such statements or behavior at this time: The post-observation conference

Page 1t

13




will provide ample opportunlty to determine and then discuss, the appropriateness of
specific statements or behaviors.

In addltlon to recordlng the verbage and activities of the principal; the skilled observer

also makes notes about the physical environment of the school, the behavior of students

and staff and; when apparent; the attitudes of students and staff The notes related to

physical environment should be descriptive of what is seen. For example, "The boys’
restrooms are clean; no graffiti; one cigarette butt; no toilet paper; poorly lit." "The

hall floors are swept between classes." Staff and student behavior should also be

described specifically. For example, "Students In the lunchroom were orderly,

reasonably quiet; many sat at tables and visited after eating; three sStudents were

boisterous; the assistant prlnc1pal spoke to them lmmedlately, they remalned quiet for a

few minutes then left the area." "Between clagses, four of Seven teachers stood at

their classroom doors and spoke with students; student passing behavior was orderly,

efficient, quiet, those who did try to run were quickly slowed down." When making the

more "subjective" notes about attitude, the observer must remember to describe what is

observed, not make assumptions, _"mind-read," draw conclusions and make value

statements. For example: "8:45-8:5C During passing period three teachers came to
front desk, complained to Secretary about assembly this afternoon; particularly upset

about ‘not receiving notice until this morning.’ 9:15 Another teacher upset about

assembly and exam she planned. She told secretary, 'Tell Mr. Thomas (Assistant

Principal) I plan to keep my kids in class until they finish the test then I will bring them

to the agsembly." If gathered objectively; the descriptive data about environment and

staff and student behavior and attitudes can be fair and useful information to record on

the Performance Criteria Feedback Form and discuss with the principal during the
post—observatlon conference.

The lnter;lectlon of a new person, particularly the principal’s supervisor, can inhibit

conversation and activities: From the principal who alters the tasks of the day so as to

impress the evaluator; to the teacher who saves that problem until tomorrow, some

behaviors will be modified. Yet, studies of prlnclpal behavlor and shadowing indicate

that the most notable behavior modifications occur during the first hour or so of

shadowlng and that proper shadowing does produce typlcalit7.6 When the shadowxng

process extends beyond the one to two hour timeframe, occurs more frequently than

"every year or so;" and when the process is explained to faculty prlor to the visit,

enough t?plcallty can be found to make shadowing a worthwhile investment of time.

However,; the shadower must remember that his/her role is observer, not interactor.

The good observer "fades lnto the woodwork“ and operates from a distance just far
enough away to hear conversations, but not so close as to be obtrusive.

Scheduled observations should last from one-half to a full day and should oceur at least

once a school year. Prior to the observation, the evaluator should contact the principal
and agree upon a tlme convénient to the principal. The evaluator and principal should

also agree ahead of time on any specific tasks to be observed. For example; classroom

supervlslon and post~observation conferencing are commonly expected roles of most

principals.  Most evaluators wish to observe and document the instructionai

improvement skills linked to these roles. To do so, the evaluator must observe the

principal’s skills in observational notetaking, transfer of the notes to a feedback form 1f

appropriate, and conferencing. Therefore, on the day of the shadowlng, the prlnclpal will

schedule a classroom observation and a feedback conference so the evaluator can
observe the related skills.

In the evaluatlve process; scheduled observations provide data which mlght not be found

in unscheduled observations: The scheduled observation also permits the principal to be
Page {2
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in the “"driver’s gseat," t¢ know what to expect and to have a “chance to shine." Scheduled
observations represent an honest effort to be as fair as possible while still ccllecting
data necessary for development. These benefits make scheduled observations an
important data collection mode in the evaluative process.

The Formative Feedback Form, often called the Performance Criteria Feedback Form,

provides the format for documentlng sklll performance assoclated wlth each critenon.

The form should hst each criterion and provide adequate room for the evaluator to

transfer from the observational notes to the Formative Feedback Form specific
examples of behaviors which indicate whether the principal did or did not demonstrate
skills related to the criterion. The Formative Feedback Form is not a duplication of the
observational notes, nor are the functions of the two the same. The observational notes
are documentation of skills, in contezt, as théy chronoclogically occurréd. They are as
specific as possible. The Formative Feéedback Form i5 a répréséntativé Sample of skills
grouped according to expectation {criterion).

Presented below are a few lines from the observational notés of an evaluator:
Following the notes are data selected for transfer to an appropriate criterion:

Time: 7:20 AM  Location: Hallway
Storm Damage Repairs

Principal and Custodian reviewing repairs from last night’s thunderstorm.

Walking down the north corridor. Water damage on celllng and wall.

Gostodian The main leak was in this area, rlght up there.

Principal: I'‘m glad you found... and mopped before students arrived.

Custodian: Yeah, I’ve called maintenance, they’ll be out later this morning.
Principal: What other damage...

Custodian: One window pane...front side near main entrarnce. -
Principal: That’s a pretty noticeable area. I’d llke...repa1red ASAP. If
maintenance swamped today, get glass...do it ourselves today.

Custodian: 0.K. I’l]l pick up the glass later this a.m..

Walking back toward office.

Principal: I really appreclate...coming in early this mormng and checking::.: Any
other problems”

Custodian: No; icne I've noticed. I‘11 keep checking.

Principal: Let me know if...need help with that pane--or getting maintenance on
the stick. I‘ve had practice--at both. Ha: Ha:

Thé abové diScussion and behaviors might be recorded on the Formative Feedback Form
in the following manner:
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Criterion: Ensures that school plant and facilities are conducive to a posxtwe

learning environment.

upxbgfofe studentsﬁarrwed s "That S a pretty noticeablé area. 14 like to
get that repaired ASAP." Volunteered to help custodian install glass.

Data from this conversation might also be apphcable to criteria fer interpersonal
relationships, communication skills, standards of expected performance, and/or
day-by-day operation of the school. In.other words, information obtained and recorded

on the observational notes may be used to demonstrate skill on more than nne criterion:

The post observation conference sheuld be conducted using the Formative Feedback Form

as the primary basis for structuring the conversatior and the observational notes as the

secondary source. The principal deserves to know whether he/she did or did not

demonstrate a specific expectation--—the Formative Feedback Form provldes that

information. The Feedback Form is an important document for understanding skill

performance ard thus improving performance. For that reason, the time necessary to

transfer data from the more general observational notes to the more specific Feedback

Form are minutes well invested. Data may not be available for some criteria after an

observation. If so, write "no data" or "not observed" after the critericn. A samp's
Performance Criteria Feedback Form is provided in the Appendlx.

A purpose of the post-—observatlon conference ls to promote rommunlcatlon between
evaluator and prlnclpal abuut each criterlon, Often called a feeﬂback conference, the

sense. Feedback implies that the evaluator,mll “tell" the principal what was observed,
what was good, what was bad. However, the most effective conference is based upon
internal, not external motivation for improvement. The skilled evaluator promaotes this
internal motivation by involving the princinal in the  discussion and promoting
self-agsessment of skill througii lnqulr/. probing questions and comments. The

effective post observation conference 1S more accurately described as a
self-assessment, coaching conference than as a feedback conference:

When feasible, the post-observation conference should be conducted within two working

days after the observation.’ Conducting the conference promptly demonstrates the

priority given to the issue by the evaluator. The principal interprets the priority as an

"importance" sometimes linked to seif-worth. Principal anxiety is also reduced when the
conference is prompt.

The performance criteria listed on the Formative Feedback Form serve as the outllne for

the conference questions and comments. Blendang the prlncipal's self-—assessment made

during the conference discussion with the observed data presented and discussed during

the conference merges perception with reality in a palatable manner for the principal.

Using the Formative Feedback Ferm as the cutllne for the conference also eliminates a

sometimes consclous, sometimes unconscious psychological nemisis. Too often

evaluators spend the flrst thirty minutes of a post-observation conference discussing

all the "good" skills and save the "bad" skills for the last few minutes. Many educators
have come to expect and accept this as standard operating procedure. But such
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procedure promotes lnattentiveness during the "strokes" due to a xiety while awalting

the "zingers:" If the evaloatcr follows the criteria in the order they appear on the form,

the "strokes" and "zingers" are not patterned, promoting more attentiveness and better

communication during the conference.

The post-observation confererice is a skill improvement conference, with emphasis on
diagnosis and related improvement strategies. Many of these strategies become
informal suggestions for the principal. If theé Suggéstions are of significant concern,
the evaluator has the obligation to communicate that concern to the principal and
formalize the concern as a Growth Plan. In P/OBPE any concern which is significant and
might lead to a "below expected performance rating" on the Summative Evaluation
Report is formalized as a Growth Plan during the Formative Phase: Requiring Growth
Plans during the Formative Phase for any sigmficant concern eliminates surprises
during the Summative Phase:

The conclusion of an effective conference should include a summary of the main points

discussed during the conference:. The skilled evaluator "checks' the understandmg of

the principal to be sure both are attuned to the issues and strategies discussed. The

principal receives a copy of the Formative Feedback Form.

Unscheduled Observations

In the scheduled observatxon, the principal knows prior to the vxsxt when the evaluator
will arrive and some of the specific roles the evaluator would like to observe. In the

unschedUled observatxon, the principal is un.aware the vxsit 1s forthcommg,L thus

for this difference in procedural planning and the opportunity for the prmcipal to
prepare for the observation, the tWwo types of on-site observations are ldentical. During
the unscheduled and scheduled observation the evaluator should take detailed
observational notes. Following the observation; th2 notes should be transferred to a
Formative Feedback Form regardless of the {ype of observation. Following the transfer
of notes, a post observation conference should be canducted.

Non-Observed Data

Most data collected for the purpose of developmental evaluation are observed or

solicited by the evaluator. Examples of the observed data are discussed above as

"Scheduled" and "Unscheduled" Observations: Sohcxted data are discugsed in the

following section of this paper under the title of "Artifact" data. The other form of

appropriate data for developmental evaluation are described rather figuratively as

"Non-Observed Data:" Non-Observed Data are the information relevant to the

principal’s skﬁls and/or the schools goals which are not observed fxrst hand by the

evaluator, nor were they purposefully sr.ught ag pertinent information. This category is

a "catch-all" for the useful information which foresight could not predict would be

useful. Most frequently, the non-observed data include letters from parents, phone

calls, conversations at civic organizations, parent concerns expressed at Board

meetings, etc. These data can generally be classified as unsolicited comménts and
correspondence made or sent to the principal or the principal’s supervisor.

As with any type of complaint, the evaluator and principal must discuss the issue and

place it in proper perspective. The obligation of the Supervisor is to share the

complaint or compliment with the principal as soon as feasible. This is particularly
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important if the non-observed data present a ccncern whlch is 519nlflcant in the mmd of

the evaluator: As with all data collected in the evaluative process, any information

which might present a "less than expected" rating on the summative evaluation must be

shared as soon as feasible, discussed and transiated into a growth plan. A rule of
thumb to remember about all forms of data collection In the P/OBPE process: "If the
evaluator did not write it down and discuss it with the principal, it didn’t happen."

Artifact Data

Prtifact Data are certain 'rypes of mformatmn typlcally 1L°ntif1ed priar to the beginning

of the evaluative process and serving as tangible evidence of skill performance or goal

accomplishment. The rmost common types of artifact data are staff; student and parent

surveys or lnventorles. staff and student attendance records; student test data; faculiy

evaluation forms; commi*tee minutes and reports; parent, student and staff lettr-rs,

memos, newsletters; newspaper. clippings; staff, student, administrator kedards and
recognitions; and principal time logs:. When feasible, the princ’pal should know prior to
the beginning of the school year the types of artifact data that wili be required 3o
arrangements can be made to collect those data:

Artifact data are summarized on a Formative Feedback Form, as are all data pertinent to

the Formative Phase: The data should be discussed in conference with the principal.

This discussion can often occur during a post-observation conference for a scheduled or

unscheduled on-site observation; Some evaluatcrs also find it useful to disciiss artifact

data at the end of the school year. To prepare for that discussion, they ask the
principal to collect, analyze and summarize the artifact data. The evaluator then

reviews the summary and seeks claufying lnformatlon during the conference. As with all

data collected, if the evaluator has a concern about the principal’s performance, the
concern should be translated into a Growth Plan.

Growth Plan

Performance/Outcome Based Principal Evaiuation is aéaignéd procedurally to detail

expectatmns., One of the most cr;tlcal steps in the process is the opportunitv to

improve a skill privr to the Performance Criteria Summative Evaluation: The Formative

Phase is the "growth" phase and at the hub of this growth phase must be a strategy for

promoting growth. Many districts refer to the improvement plan as a "Growth Plan.’

Others may describe the plan as a "Professioi:al Development Plan," a "Professional

Improvement Plan," a "Job Target," a "Personal Growth Plan,' or any of several terms

usually furmed around the adjectives of “professional, personal, improvement and
growth " .

The Grawth Plan can be defined as the "vehicle for personal skill improvement." The

Growtii Plan is based upon a desire to improve a partlc..:lar prlnclpal skill (crlterlon) and

is applicable to all personnel. P/OBPE procedures reinforce the importance of on-going

growth for each principal, regardless of current skill level. From the most effective

principal; to the least effective; each will have one or more growth plan durmg the

Formative Evaluation Phase: This phllosophy is consistent with the developmental

nature of P7OBPE and 7the focus uf time and energy on the Formativé Phase, rather than

the more traditional focus on the Summative Phase. The adage, "You don’t have to be ill

to get better," effectively describes the philosophy for Growth Plans.
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The manner in which a Growth Plan is developed reinforces the philosophy: For a

principal who has a skill (criterion) which iIs obviously deficient, the evaluator and

principal discuss the concern and jointly ptepare the Growth Plan; For the prmcxpal who

does not have an obvious area of deficiency; the evaluator aﬁd princxpal discuss the

various criteria to determine which criterion wculd be most appropriate to enhance.
Both principals will have Growth Plans, with both Plans developed collegially. The

evaluator maintains the position as the "ﬂnal authcrlty" shon..ld a disagreement evolve,

but the hierarchial roles of "sﬁpervlsor“ &Nt “subordlnate" can be effectively eliminated

in most Growth Plan conferences by the skilled evaluator.

The preparatxon of a Grcwth Plan usually lnvovles three maJor steps- Followmg an
overall discussior. of the jssue and clarification that the issue will be written as a
Growth Plan, the criterion for lmprovement s identified and written on the form:
Almost simultaneocusly the objective or ob;;ectxyes to be achieved relative to the

criterion are ldentified, discussed and written. To say that one or the ather, i:e: the

objective cr the criterion, should be identified first is a “chicken ar egg" controversy

and is superfulous because in some instances the criterion is the most apparent issue

and in otheérs the improvement objective is more apparent and leads the evalvator and

principal to the appropriate criterion. Both the criterion and the ob.;ectlve must be

written; when one is identified; the other usuaily follows. Generally, the verbase for

the objective can be found in one of the "descriptors" provided with the criterion.

Therefore; the first step in preparing the Growth Plan is to discuss the issue for

imprvement then refer to the listing of Performance Areas, Crlterxa and Descrlptors for

the verbage to use on the form: In all instances, the appropriate Performance Area and

Criterion should be stated verbatim from the llstlng and usually, the descriptors will

provide the vérbage for the objec‘cwes. If not, then a statement of objective should be

developed which is appropriate to the skill to be improved.

The next step in Graowth Plan preparatlcn is the most crxtlcal and the most dlfflcult. To

be effective, a Growth Plan should include a series of strategies for improvement; i.e. a
procedural "game plan."

Most Growth Plans are written to xmprove a partlcular administrative skﬂl But before
the skill can be improved, an appropriate knowledge base must be developed. Dften; the
procedural game plan for most knowledge and skill improvement ean be divided into four

groupings of activities designed to promote adult education. The activity groupings are

(1) providing resources, (2) checking for comprehension, (3) providing for practice, and (4)
providing feedback.

Providing educational resources io increase a knowledge base may involve the obvious

activities of identifying periodical articles, books or audio-visuals for the principal to

e a— -

read or review. Other common educational resources mclude workshops, university

courses or professional meetings and conferences. The not—so~obvious resources,

commonly coupled with the more substantative readlngs, often promgte the most

effective knowledge growth. These not-so-obvious resources ' include supervisor

modeling; peer modeling; peer observatioins, pezr discussions, visitations to other

schools or to businesses or industries, etc. The purpose for providing the resources is
to increase a principal’s understanding of the rationale and performance of a skill. To

simply tell someone to change a behavior seldom results in lasting change. To educate

the person about the behavior, the value of the behavior and the value of the change so

understanding is developed and motivation comes from within is a positive step toward

lasting change.
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Once efforts have been made to develsp a knowledge base, the evaluator should check to
ensure the knowledge base is adequate: This “check for comprehension" usually takes

the form of a conference. Sometimes a written assessment is arpropriate, but generally

a detailed discussion of what was garnered from the resources is adequate.

Depending upon the skill and the degree of comprehension, the evaluator will Suggest
Independent or guided practice to develop and refine the skill. For most adults; the

evaluator fades out of the picture for a period of weeks and permits the principal to

independently develop and refine the skill. Professional courtesy and distance at this
point, rather than close, "big-brother" supervision is usually more effective. The
principal feels like he/she is being treated as a professional when the distance is
maintained until the principal has had an adequate amount of time to develop and refine
the skill.

Scheduled and unscheduled observations aré the oSt common sources of feedback data

for a Growth Plan: Often, observaticns associated with a particular skill are focused

observations of shorter duration than the more typlcal scheduled or unsctieduled
observations. The briefer, focused observation® fc.© “he purpose of Growth Plan
feedback should not be used as a substitute for the more general scheduled and
unscheduled observations. For examgle, if thé Growth Plan objective is to improve
nctetaking skill during classroom obServations, the evaluator may be on-site for the

observation for only an hour to observe that particualr skill. This hour visit should not
displace the rore lerigthy and seneral scheduled or unscheduled observation:

The final step in the preparation of a Growth Plan is determination of the appraisal

method <nd the timeframe for completing the Plan: The appraisal method and timeframe
are usually evident in each of the steps in the procedural “game plan." However;
clarification is appropriate and might be stated as follows: "The principal will begin
refinement of his notetaking skiils within the next two weeks. The resources described
above will be reviewed this week, the wo-kshop will be attended next month. The

evaluator will cbserve the skill level twice next month and at least once near the end of
this semester.. A review of the skill level will be made next spring, at which time the

Growth Plan will be completed if skill level is adequate."

In the preparation of a Growth Plan, the evaluator and principal should remsmber that
change occurs slowly; and Internalization of change, even slower. Therefore, the
evaluator should never be in a hurry to conclude a Growth Plan. If the desired skiil

improvement is significant, time for Internalization of the skill msut be provided.
Utilize "short-term" and."long-term" target dates when writing the timeframe section of
the Growth Plan. The 'short-term" date is the point in time by which the skill should be
demonstrated or implemented. The “long-term" date is the point in time by which the

skill should be internalized, and 13 the desired completion date for the Growth Plan. As
most evaluators learn, lack of time for internalization of the skill usually means

rewriting the same Growth Plan next school year. Save time —- by giving more time.

The Growth Plan does not have tc be completed during the current Formative Phase or

before the upcoming Performance Criteria Summative Evaluation. A Growth Plan should
extend as long as needed to significantly improve the skill. If the Grow* : Plan is still in
Progress when the Performance Criterla Summative Evaluation Report must be prepared,

the evaluator must judge the degree of improvement and the current level of skill at the
time of the report, just as the evaluator must do for all criteria, regardless of whether
a Growth Plan was written.
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A Growth Plan dnes not necessarily mean a rating of "below expected performarice" on
the Performance Criterla Summative Evaluation. The Growth Plan may reflect an
"enhancement” of an already solid skill; or; the previously deficient skill may now be

very solil3. The Growth Plan may have resulted in significant improvement before the

Performance Criteria Summative Evaluation was completed. But if the skill is deficient,

a rating of "below expectatlons" can be given only if a Growth Plan was developed and
opportunity to address the defxclency was provided.

An "attitude" 1s a behavioral reflection of what is inside the mind. Some Growth Plans
require a focus upon "attitude adjustment" before piragress can be marde on improving a
skill. When the mativation to improve is not internal; the principal may resent and/or
resist the desired Growth Plan being suggested, and often redquired, by the evaluator.
Occasionally; such resentment results in a lack of _cooperative effort by the orincipzl.
An attitude of "I don’t want to work on this plan; I do not have a problem 1n tiils area
and do not see the need to improve this c¢iriterion;" can cause cunsternation for the
evaluator. Yet; the evaluator has the final authority as to which criteria are; or are not;

developed into Gro'-éth Plans. Therefore; the evzluator must be Prepar'ed to be assertive

and work through this “"attitude adestment" phase before progress can be made on

improving the sxill level of the desired criterioin.

A mce, txdv means fcr categorlzlng "attltude“ probiems ls dlf ficult. Attitude prabiems

are often present in insecure, iess skilled principals who have particular difficulty with

"1nterpersunal skllls." But attitude problems surface in so many varied ways, deflnltwe

strategies for resclvlng them are ncn-exlstent dnd the successes less frequent ghan

with Growth Plans i which an attitude problem does not ezist. The odds of success on
an "attitude" encumbered Growth Plan are proportional to the severity of the principal’s
attitude problem and the intuitive and interpersonal skills of the evaluator. However,
sincz most attitude problems begin with a denial that a problem exists, some
suggestions can be provided to guide the evaluator through these most difficult types of
Growth Plans.

frank:.y. The evaluator has the abhgatlon t0 share his/her perceptlon about the attitude
problem and give specific behavioral examples which support the evaluator’s belief that
the principal has an attitude problem requiring adjustment bafore an effective level of
skill can be achieved on a 9iven criterion: This "discussion anJ identification of
concern" chould represent a sincere effort by the evaluator to help the principal
understand the ¢ancern and work toward changing that concern: The discussion should be
private and the evaluator should utilize effective active listening and cour<eling skills

to assist the principal in understarding the problem and developing the motivation to

address the probilem.

Though a principal may be aware a skill is deficient, the principal may have a negative

attitude about linprovmg a partxcular skill because he/she has been try‘lng fcr years to

resolve the deficiency. Improving this form of negative attitude has a high success

ratio bizcause changing the attitude and lmprovlng the sklll are dlractly related to the

development and implementation of effective strategles for impraving the skill. At the
other extreme is the principal who does not believe the problem exists; but believes the
problem is the evaluator’s, rather than the principal’s, skills. When this is the
situation, the chances for successful resolution diminish because motivation to change

is not present, nor likely to be present. The principal is often defensive and implies the
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evaluator is blased, prejudiced or incompetent. The princlpal sincerely beileves the

problem is the evaluator’s, not the principal’s.

Unfortunately, the evaluator’s attitude or skill is sometimes the problem:. Each

evaluator must understand his/her skills. attitudes and shortcomings and be willing to
make an honest assessment of those skills and attitudes before effectively evaluating
others. If an evaluator works with several principals and more than one has a serceived
attitude problem, or "personality conflict" with the evaluator, the evaivator must
assess his/her own skills to be certain the problem is the principals’, not the

evaluators. An attitude problem with more than one principal is often symptomatic of
the evaluator’s skills rather than the principals’

Assuming the evaluator is competant and not prejudiced toward the principal, the naxt

step is to "prumate Introspection' ty the principal. The purpcse of this step is to
facilitate the principal’s understanding of the prublem and promote internal motivaticn

to resolve the proble:n by asking the principal to "assesw" his/her skills. To promoté
this self-assessment; the evaluator inay encourage or require a written assessment,

Including data ta support the assessment. Examples of supportive data include school

records, solicited verbal and written comments, pertinent Iriformal comments,

perceptions of school personnel and cammunity members. The evaluator should also
prepare @ written assessment of the problem, providing specific examples related .o the

concern.

The evaluator and principal should then "discuss’ the assessments: The discussion
provides the evaluator with the opportunity to better understand che principal’s

perspective on the Issue; focuses attention on data collected regarding the issue ‘and

clarifies the evaluator’s perception of the Issue. When both principal and evaluator

have developed an apprecletion for the issue and each other’s perceptions of the issue,
they should wcrk together to identify the specific objective or objectives for the Growth

Plan. Thz identification of the objectives, after the attitudinal concernz have been

addressed, places the "attitude" Growth Plan back in alignment with the typical “skill"

Growth Plan discussed in preceding papragraphs, i:e. the objectives, criteria and
performance area are ldentified; the strategies for reaching the objectives are listed,

Including resources, comorehension checks, provision for practice and feedback; and, the

appraisal methods and short and long term target dates are identified.

Growth Plans are "the vehicle" for professional improvement on a given criterion. A

Growth Plan may be initlated by the principal or the evaluator, but should be developed

colleglally by both: Too often supervisors are reluctant to address attitude problems

directly assoicated with specific criteria; ignoring the existence of the problem during
the development of a Growth Plan. Yet, seldem is quality skill improvement made If
negative attitudes prevail: An attempt to resolvi» the attitude problem should be the

first step when such a problem exists. Though the attitude problem may never be

resolved, &n honest effort to confront the proulem, discuss it sincerely and try to

resolve 1t is a professional approach to addressing a difficult issue and enbances the

chanczs for the desired skil! improvement to be meaningful and lasting. For thé growth

of the principal and the bettzrment of the school, an honest effort should be made.

FORMATIVE PHASE -~ SCHOOL GOALS
School goals represe 1t desired organizational outcomes for the school year over which
the principal can have some impact. They are bullding issués, not personal skill goals of

the principal. Several school goals are identified each year by the principal with input
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from staff and sometimes commui.uty. The identification and development of the goals
are descrlbed in an earller section of this paper. This section provides suggestions for

assessing and modifying progress toward ycal accomplishaent.

Assessing Goal Progress

During the Formative Phase, progress toward accemplishment of the goals is moritored,

with a formalizec enroute assessment made at least once .each year for each goal. When

the enroute assessment is made, the principal describes the progre:s made in achlevx 1)

the goal on the School Goal Progress Form. The principal makes this initial aszessmnt

because the principal should know. better than anyone eise, the degree to *'nich the goal

has been accomplihsed. The principal should also prnvide supgartive data for that
Judgment:

After the priiicipal’s written assessment, the evaluator and principal discuss the

progress and the evalu.:tor adds his/her written commants rcgarding progress on the
School Goal Progress Foria. Because several goals have to be as<esscd ¢ach vear; the
evaluator will typically cover all goAals In one conference; discussing each gnai
i*dlviduaxly, based upor the prlnclpal's written assessmeant. Some goalz may require
more than one 2nroute assessment during a4 school year. For each assessmeny,; the same

process should apply, l.e. princiral written assessment, folloised by dis-ussion and
evaluator written assessment usir.g the Schooi Goal Progrzss Form.

School Goal Modification

During a school year, the evaivator and principal may realize that particular strategies

designed to achieve a goal are inappropriate and should be modified. At tires sven the

goal statement ‘may require revision. When moaification is required, the grincipal znd

evaluator shouid collegially develop the revised goal just as they collegially developed

the initial goal. The goal should be written on the School Goal Form and assessed

enroute on the School Goal Progress Formt.

SUMMATIVE PHASE

The Formative Phase is the "developmental component” of P/OBPE; the Summative Phase

is_the "judgmental companent.* Within the Formative Phase, data are collected,
conferences are hela, improvement plans aré adopted and effort to imorave prevails. In
the Summative Phase data must be synthesized to make dacisions resarding performance
on each criterion (expectation) and accomplishment of each school goal (desired school
outcome.) The Formative Phase ends when the Performance Criteria Summative Form
and the School Goal Summative Forms are prepared and discussed: A new Formative
Phase begins at that time. Becaust of the judgmental nature of the Summative Phase; a
higher than typical "én'xlﬁt'y l'evel" 1§ usuaily present; making it @ajg aifiiggjggan ir

time and focus on the Sum'native Fihase should be minimal, transitioning thinking back to
the formative activities as soon as pos3ible;

Summative Phase -- Performance Criteria
The Performance Criteria Summative Form Serves as the format for making judgments
about each of the evaluative criteria. The form provides a listing of each criterion and a
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descripiive continua of accomplishment for each criterioir from "woes not" demcnstrtate

the skill tc “conzistently" demcnstrates the expected skill. The "consistsntly®
descriptor reflects solid; effective performance on ‘the given 3kill and is the desired

level of perfirs.ance. The continua does not include ziy stztement ur liferencs to

traditional 2valuative terms sich as "average; typical, moderate.” In P7UBPE the ynal

ic for all principals to achievs this "performance expectatiot level. The levels da not
represent a "normal curve" in which a given percent of the principal ratings should fall.

In compléting the Pe formance Criteria Summative Form, the evaluator should remember
that a principal should not be rated "below erpected performance” unless the deficiency
has been previously identified and add:-egsed through & Growth Plan. If the principai is

not meeting expected ievels of performance for the criterion when the summative
evaluation report is grepareu, then the principal shculd be rated below expectad

performarice.

After completlon of the Performance Criterla Summative Form; the principal and

¢vajuator shuuld Glscuss each criterion and rating; including any additional suggesticns

for improving sperific skills. If additional suggestions to improve deficiencies arz

made, they should be formalized through revision of the Growth Pian developed during

the Formative Phase. On occaslon, a Growth Plan may evoive from a Summative

Coriference when the concérn Was not evideit during the Formative Phase. In such a

case, the principal should be evaluated at "expected level" on the Performance Criteria
Summative Form because the deficlency had not been previously identified and addressed

throiugh a Growth Flan. A Growth Plan cen be written after the Performance Criteria

Summative Form is complr:ted to address the issue during the next Formative Tiase.

Performance Criteria Summative Evaluations ars typically conducted at the conclusion of

the school year. However, some districts prefer to make employment decisions in
January or February; in which case the Performance Criteria Summative Evaluation Form
would be completed irs December or January. Performance Critérla Summative
Evaluatlons may also be conducted at any time deemed apprapriate by the evaluator.
This flexibility prcvides the opportunity for formal communication about level of
performance at the most approprizte time. This flexibllity is In the sest interest of the
priricipal and the district. For example, if a district summatively evaluates principals
every three years and a concern about performance is significant enough that job
security is threatened, completion of the summative form formalizes that: concern,
ensuring that the principal understands the concern and protecting the district against

claims that the severity of the problem was nidt known by the prircipal.

The School Goals Summative Form provides the format for documenting the degree to

which each of the annual School Goals are accomplished. The School Goals Summative
Form is completed at the end of the school yeer, regardless of when contractual
decislons are made. For example, some school systems prefer to finalize evaluation
procedures in December or January So contracts can be offered in February or March. In

P/TIBPE, completion of the Perfoi'mance Criteria Summarive Report may be accomplished
on a January through December calendar; however; the School Goals Summative Report
represents accomplishments during « given school year; not calendar year. The School
Goals Summative Reports should be completed at the conclusion of the school year and
the summative conference should be conducted at that time. If employment decisions are

made in January, the School Goals Summative Reports are then filed as pertinent data to
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be used in January in condinction with the Performance Criterla Summative Report so

emrlcyment status can be determined.

Because the typical “educational calerdar: is July throusn June, the most efficlent
evaluative cycle cmncides with the eduzati onal schacl 7ear. In this cycle the r“ormatz ve

Phase would continue thruughou® the inoriths of the school year anc¢ conclude with a
Summative [hase for Performance Criterla ani Schoo! Goals &t the end of the school
year. l"or the wast majurity of effective principals, this timeframa is the most
appropriale. For an individual who is ho* 8ffectively comnleting the functions of the
job, and for whom there is quewtion of svheiher a contract should be offered the
individJal for the next year, a Performarce Criteria Summative Repor: car o2 compicted
in December or January. For the same individual, the Scheal Goals Summative Keports of
the previgsus year would be the most recent appropriata data.

At the conclusion cf the Schcsl Goals Sdrmative confzrence; discuss e apout goals fo°

the next year !aay be appropriate; particularly for thiose goais requiring rirz than o

year for completion. Buring this June cunference, the rnrincmal mdy wlsh to tclk at

CONTRACTUAL PHASE

Fhe Contractual Phase represents the determination of employment status by the Board
of Education and the issuance of contracts for the riex: cuntractual period. Many
principcls have “contiriuing” tenured contracts, though ~ften tenured as teachers rather

than prin~'pals. Whether required by state law, establistied by Board policy, or out of
practical necessity to determine how many new acministrators need to be hired for the
upcoming year, the contractual phase is usually completed by early Spring. As described

in the previous section on the Summative Phase; this timing dces not coincxde ‘well with

assessment of skill or goal accomplishment: Offering of contracts in eariy summer

correlates best with developmentai evaluation, but is aenerally considered impractical

for emplayment decisions. individual districts must determine a timeframe based upon
local needs and expectacions.

Regardless of the time when the contractual decision is made, the basis for the decision

should be the data rzpresented on the Periormance Cnterla Summative Form and the

School Goal Summat.ve Forms. To determine enipleyment on any basis other than the

findings in these Forms would be unfair to the principal. The P/OBPE process promctes

fairness through data collection, conferencing, opportunity for improvement and

summative decision making. To ignore this process and the relevant data at the time of

empioyment decision making would be un.ust unless extenuatlng clrcumstances exist such

as reductions in force due to enrollment changes or financial shortfalls.

PERSPECTIVE

A 1986 survey uf superlntendents of 186 schonl systems usmg evaluatlve procedures

similar or identical to the P/OBPE process described in this paper found that principals’

attitudes about the P/OBPE process wére very positivé and related to the procedural
steps included or excluded during the procugs. Specifically, principals attitudes wera

most positive in distrcits where (a) a committee was used to develop the system; (b)

notes were taken during on-site observations and transferred to a feedback form,&c)

post observation confeérences were required, (d) growth plans were necessary before a

rating of below expectations could be given, (e) school goals were developed, and (f)
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evaluators had more trainlng in evaluative processes and skills.® In essence, the more

directly ti.: evaluative system resembled the P/OBPE procedures described herein, the

more positive were the artitudes of the »rincipals and the greater the potential impact
for the schooi and studént8. P/0OBPE is not a panacea; hut it is a ster In the right

Girection -- a step to improve schools by improving school principals.

Reprint only with written permission of the author (Jerry Valentine, 218 Hill Hall,
University of Missouri, Columaia, Missourl, 5211, phone 314/882-3406.) The content of
this paper is the basis for a Performance/Cutcome Based Principal Evaluation booklet,
being prepared for publicaticn in ths summer, 1987, For more information abaut the
process and related written or audio visual materials, contact the author at the above
address;
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1:  The author has had the opportunity to assist in the development and refinement of

P/OBPE strategles in individual districts across the country and in state projects
- In Missourl, 1983 and Kentucky, 1986. - S
2: Jerry 'W. Valentine, “Performance/Qutcome Based Evaluation of Principals,* Pacer
presentec at the National Middle School Asssciation Annual Conventlon, Atlanta,
Novenber, 1986. : , S
3. This definitlon and related térms and procedures for performance/outcome based

evaluatici of principals was developed by the author in 1984 to blend the conicept of
School outcumes with the more typical performance evaluation process. See Jerry

W. Valentine and Michael L. Bowman, nance Based Principal Evals :
rrrincipal Lvaluation, Columbia, Missouri, April, 1984, copyright, 1984 by

- authors., o _ e
4. Jerry W. Valentine and Roger D. Harting, "Performance Evaluation For Principals: A

Look At Missouri‘s First Year;"and Jerry W. Valentine and Roger D. Harting,
“PBTE: A Positive Influence on Missouri Education:" These state~wide studies of

the Missouri teacher and principal evaluation procedures were conducted in the
summer, 1986 and will be printed in the next issue of Missouri Schools, Missouri
Department of Elementary and Secondary Education, Jefferson City, Misscarl. Seée
also, Nicholzs A. Ginos, “The Relationahip of Inservice Tralning to Eifective
Teacher Evaluation;" Ed.D. Dissertation, University of Missouri-Columbia, 1985.

5. Jerry W. Valentine, “Teacher Input In School Development," Leadership Academy
Luncheon Speech; Missourl Department of Elementary and Secondary Education,
Jefferson City, Missouri, November, 1985. See also Jerry Valentine, "Building

Level Faculty Committees;," September, 1985, published for inservice training in
Principal Evaluation by the Missourl Department of Elemenatary and Secondary
Education, 1985-87. I
6: Jerry W. Valentine, “The Relationship of Administrative Verbal Behavior and

Organizational Climate," Ph.D. Dissertation, University of Nebraska-Lincoln; 1973,
Ronald E. Kettler, "An Analysis of Principal Verbal Behavior;" Ed.D. Dissertation,
University of Missouri~Columbia, 1982.

7. Ginos, opucit. - _ o o

8. Jerry W. Valentine and Roger D. Harting; "Performance Evaluation For Principals: A
Look At Missouri‘s First Year," Missoyri Schoolg, Missouri Department of
Elementary and Secondary Education, Jefferson City, Missourl. in press.
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The. tuluidins iagics  piivit ixamilis it Pl o/ Otinime [nssnd 1 incinal
Evaliation i i devieliied by cuimnitiees of wiministralins, (eacers and comtunty
Members 1 var s schol systems across the U5, Ao nckuded 5 4 36U ol
htlosonhy (helowd and a listing of criterta and deseriptors; A1 iaterial 3 privited b
examples al the material developed to mplement PZOBPE 35 desicived in the narralive
porion of this paper,

.............................................. - PELT T

Development of a statement of philosophy is an initial atep in the development of a
Perormance/Qutcome Based Princiral Evaluation syater, The philosoghy was developed
In 1987 by a committee of administrators, teachers and community members in a suburban
Sthool system.._Suth Statements pravide a basis for understanding the belief structure
benind & P/OBPE Systeri and for making sound pedagogical detisions during the

development of the remainder of the system.

-——a - -

P/OBPE PHILOSOPHY STATENENT
Btfective pertormnance based adnlnistrator evaluatlon 15 3 Insortant component of the
sthool systen's commitment to provide each individual with the opportanity 1o develp
to hs or her potential, This evaluation IS an on-golng process with defined procedures
Whlch are collegially developed, research based and Inprovement oriented.  This
evaluatie ocess Identifes 3trén9tis and provides direction for Inoroving sils and
accomplishing building and  district goals: Areds to be evaldated are attalnable,
measuracle, and 10 related. e primary purpose of performance based evaluation Is to
Bhance  Studenit ib'a"rhihg through Improved educational leadership and school
management.  Successful administrator evaluatlon Inclades continied susport and

commitment of resources;
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annd then cacntiend by addigog Dissen it 3,

IERFORMANCE AREAS, CRITERIA AND BESURITORS

I, INSTRUCTIONAL LEADERSHIP
The Brincipal: .
A, Provides direction tor the sehool and educational program.
[, Articulates sthool philosoply effectively,
2. Ensures use of needs assessment data in g0al development,
3. Ensures socletal needs are reflected In goal development.
4, Ensures faculty invoivement in the identification and development of
~ goals: )
5. Provides for the implementation and monitaring of goals.
6. Ensures the development of short and long range geels.
B. Provides for on-going staf development. _
I Involves faculty in assessing, Identifying and implementing staff
development needs, , o
2, Promotes staff awareness of new developments and ideds In
_ Eduation; - -
3. Promotes statf development activities which focus upon the
teaig/leaming prcess.
C. Provides for effective curricular leadership, . .~ .
1. Ensures the assessment; identification and development of curricular
~ offerings based on stodent needs ang achievement data,
4 Particlpates In grade lavel, depértment and district curricular
. woRittEEs; -
3. s knowledgeable of general goals and ohjectives of district and state
D, Provides for Improvement of Instruction through the use of PBTE strategies;
1 Understands the learning process and effective teaching strategies,
2. Understands the Inportance of the relationship between the learning
~ process and effective supervisory skills,
3. Obisériés classroom instruction on a planned basis,
4. Demonstrates effective observational notetaking skills,
S, Provides regular feedback through eftective conferencing skills;
§. Rssists statf In the formulation and implementation of a Professlonal
. _Development Plan;
€. Provides for Uie management of ingtruction, -
1, Directs aculty Implementatlon of Instructional goals and objectives,
2. Ensures that the education of students is based upon instructional
 Obketles,
3. Ensures monitoring of student progress toward achevement of the
. Obiectives, . e
- 4 Ensures that instructional time 18 protected. -
7. Providea for effectlve organization of personnel to meet curricular needs,
I, Recommends new faculty who compliment existing faculty and meet
bulding needs, o
2. Seeks and considers faculty Input in currlcular assignuents to mest
. Programs needs, . .
3. Rsslgns faculty according to studént rceds and protessional skills,
G, Provides leadershlp for positive educational change, -
1, Entourages change designed ta enhance the learning environment,
2, Establishes a systematic process for chamge that is mown and
understood by staff,



b Lplementss et ol chaive Wi 3 spstem e e of
0 VI il £ eviion; 7

1 Poomtes o chdeigis e upun student data,

I Communneates and jeowites Staridargs of performance,
L Communicales high academic expectations (o students:
2. Cliiiicates i teachers expectations for ligh  mstrct gl
© o lomanee, o

3 Conmumeates ty parents/coninity thie high expectations for (e
sool,

4. Clarifies and models standards of expected performance,

9. __Rssegses the approprlateness of performance standards;

Il School Management

The Principal:. o : )
A, Provides for effective and efficient day by day operatin gt the school,
L. Prepares and executes short and Iong range plans hat support the
educational goals of the schigal; o
2. Provides administratlve procedures which are clear, easily arderstog
~ and efficient, S .
3. Involves the stitf In deveiopment and review of operationa)
- protedires,
S, Delegates approprlate responsibilities ang tasks tothe staff,
S Promotes among classlfied statt 3 unerstanding of thelr role jn
_ Supporting the Instructional gals of the school,
6, Monitors effectiveness ang efticiency of classlfied staff,
» Maintains school facilities conduclve to posltlve learning envirorimant,
L ldentifies rieeded changes and Improvement In school plant and
_ falites, T T o
2 dentities and monitors custodlal Operatlons that maintaln a clean
shool, o
3, Reports the need for, and encourages, qulck repairs to faclllties;
_ 4. _ Promotes student pride in sehool plant appearance,
Provdes sound flsca) mnagement, )
I Imvolves Eaciity In developing and admlnistering the school budget
- tonsistent with bullding goals,
2. Ensuwes that all flscal travsactions oy
~ encumbered process of flsal Management,
3, Ensures ascuracy and punctuallty of financial reports.
D. Promotes and malnating a positive school ciimate,
L Uses systematlc procedures to assess the school climate and make
_ thangesdsnecessary, 0
2. Exhiblts & positive attitude fowarg staff and students,
3. Promotes an atmosphere of cooperaticr, futual trust and positive
Stoffmorale. S
4. Promotes among staff ang Students feelings of pride and loyalty ¢t
. _theschool, e
« Utilizes effective practices to promote desirable Student condct; B
1. Promdtes & positive philosophny and procedures of student
- Management which are understood by facalty; students and parents,
2 Pdnlnisters student dlselplinary procedires accordance  with
 distrlet disclpline pollcy: R
3. Engwes that stadent behavior expectations are descrlbed I stgaet
handbooks and clearly discussed with students by administration ang
_ facalty; e
4. Provides feedback to teachers and parents regarding disclplinary
- referdls,
5. Encowrages consistency In haniliig disclpline with the understanding
— Of the necesslty for individualization,

L

o

(a2 1

Dttty LRIV Do i i g} ;-;;i__i_:_:.
o astablasiess i et for ae o one,
& Dilegatey anthon Vlrlir\rlrlililr!r.{ipull:ilhllllv; oS i e,
Lo Uthzesresources effectively,
4 Nondles administrative papen ork elticiently.
5. Completey duties promptly i accwolely,
o Demonstrates effective skills in problem analysis, decisiii ik iy ad
Mdgment, e
1. 1aentities the probiem before Seeking 3 solutiari o
2. Seeks relevant data and considers alteriistivi soltions betore making
decisions, o
3. ldentifles, analyzes and establishes priorities among  pertinent
~ ¢elements in problem situations, S
4. Anticipates conseqiiences associateq with particular decisions ang
. Peparesageordingly, 0 _
S, Recognlzes when decisive action or ambigaity tolérance is appropriate
and responds accordingly, :
Hakes quality declslons based upon available information,
+ Successfully Implements decislons.
8. Evaluates dacisjons,
H. - Demonstrates effeecive tonminlcation skills,
1. Comiruiteates etfectively with varled audiences,
2. Establishes open Jines of communleation” o
3. Expresses, whlle speaking ang Writing, idees which are clear,
effective and grammatically corréct.
« Epresses concern for the needs of others,
Isreceptive tg the exchange of ideas,
Expresses; tactlully, positions that ifter fron others,
1. _Provides iformation about relevant school Issues and operations,

-t
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ML, Interpersonal Relationships

A, Demonstrates positive Interpersonal relations with students,
L. Frequently interacts with stiigents.
L.~ Rssesses stodents' attitudes about school,
3. Relnforces positive stdentefforts,
4. Creates an athosphere where students feel free to initiate
. Cofitdtlon,
5. Hag the respect of stugents.
6. Respects students’ needs and egicerris
I Pronotesstdent morale andpride,
B. Demonstrates posirive Interpersonal relations with staf,
L. Frequently Interacts with staft,

1. Rssesses staff attltudes about schoal,
3. Reliforces positive staff efforts, -
4 Creates an awmosphere where the Staff feels free to initiate
communleation,
Has the respect of staf,
Respects staff ieeds and concerns,
Promotes statt digrale and prid,
8 Hebsresolvecontlit, L
C..- Demonstrates positive Interpersonal relatlons with other administrators,
L Demonstrates professlonal courtesy;
2. Works cooperatively with clleagues,
3, Shares |deas; materlals; and techniques with other admiriatrtirs,
D.  Demonstrates positive Interpersonal relatlons with pareis aig community,
1. Encourages parent input through organized parent groups,
L. Conmiiicaies frequently with parents 1o maximize the school/home
relatlonship,

- TN,

.
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b I visthle ot schaol functlons ang sevks oppotunities 16 iteract with
Pt eIy aid partros; L
4-mmWaMWWMMawmmmwwmuummémm
. telations, S
5.~ Promotes tooperation and Invalvenent of (he comicrity in the sthool.
6. Establisties open Iines of communication bétween school and
o unnly,
V. PROFESSIONAL RESPONSIBILITIES
A, Implements distrlet programs; pallzies and procedures,
. Uses appropriate chamiels for communication, decision making arig
. resolving concerns, o
3 Provides aceurate and timely data and reports a5 13 necessary for
. Managementpurposes, -
- . Cofipletes dutles in accordance with established job description,
B, Particlpates in professional growth activlties:
L Partlclpates In protessiona] organlzations, :
2. Attends. workshops, cotirsés, and seminars to further profesaignal
. knowledge, S .
3. Contrlbotes to the exchange of knowledge by assuming 3 leadership
role In workstiaps and geminars, Writing for protessional literature,
4 Maintalns current inowledge throghi the reading of professional
Iiterature ang taking adbantage of opportunities to learn from
_ Colleagues and statt, :
S Partlcipates. in distrlet growth experiences such & wirkshops,
- tourses, seminars, curriculun canmittees; et
C. Managesstresseffoctively,
I, Hisses a minimal amount of work,
A Seeks Ways torelleve siress ang anklety,
3. Strives to mainitain sound physical and mental health,
A.__Handles stresstul and adverse situations in professional manrer,
D. Demonstrates persgnal motivation and sel-discipline;
1 Holds high expectations for self,
2. Madels positive work habits ans attitage.
3. Is open to suggestions for inprovement, o
4. Uses creative thinkirig inpromoting positive change. -
S Invests the timé recessary tp effectively perform  job
. responsibilities,
.6 Ispunctwd. -
E. Assunes responsibilities autside the sthool as they relate to school

matters, o e
I Attends curricular; co-coricilar 3ig extra-curricular  functions
~ beyond the regglar sctid] dayj, L
2. Bttends comnnity meetings that contaln inpications for eduation

Uch as city council meetings, ang actlon grogp g Lings, B
315 a visible participant In comnunity setivitjes and service
organizations,

4. Tokes an active role Inthe political Process when it involves a vote on
schuoi district jses,

tNote: This 1o o 8afipke furm, The ¢ itetla do ot iigich ihe PLEVIO ey amples:)

FORMATIVE FEEDBACE Fomy

Principal School Dale
Time Ob3ervat|op Began Tine Observation Endeg Evaluator

INSTRUCTIONAL LERDERSHP

A Provides direction for the schoa .
B.. Provides for management of Instriction,

(. Effecfi've’iy Implements

7 evaluation stralegies oriented tovard inprovenent of
Instruction,

D, Provides leadership for positise edications| change.

E. Demonstrates effect ve

it sill in the recriitnent, selection, and assigment of
school personnel ,

F. Pronotes on-golng 51t development .

G Comunicates standards of expecteq per{ornance.

Il Provides leadership for appropeiate cusriculun and ariganizaljon of porsonne] (g
stotf the curricalu:

L}
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Ftiiatics Feedack Form
Paspe 2

SCHOOL MANAGERENT

A,

Bl

Drovides for effective and ef icient day-Dy-day operation of tie School,

Ereutés thal School plant and facilities acé condicise to a positive learning
environment,

Easures ¢Eticient wmanagement of building leve] iscal resoueces:

Promotes and maintains a positlve schog) ¢l imate.

Establ Ishes and maintains ebfectivé discipline in the school .

Demonst rates effec’fiv& cmunicaflon skiiié.

Demonstrates effective problem-solving and decison-naking skills.

Demonstrates effectivé Graanizational skills.

Format ive Feedback Foum
Page 3

INTLRPERSONAL RELATIONSII P

A, Demonatrates positive Tnterpergonal relationshlp with studenty,

B. Demonstrates posilive interpersonal relationship vith statf,

<2

. Demonstrates positive interpersonal relationship with other administrators:

=

. Demonstrates positive Interpersonal relationship with parents/cormunity,

PROFESSIONAL RESPONSIBILITIES

e

L lmplements the policies and procedures of the district,

. éarfiéipafés in profe's'sionai groﬁth aciivlties.

=r !

C. Demonstrates a sense of professional rasponsisility;

Comenta:

Principal’s $gnature/Date Evaluator’s Signature/Date

NOTES:. Siérﬁiﬁég Mcate the iniormaifun has Eccn read and distussed.  After ar
observation, the evaluator should review each criterion and record statements, behaviors or
activitles ghserved @Ich relate to the criterlon, *N.0.* should be recorded if related
statements, etc, were *not observed. Data obtained at times other than during a scheduled or

unscheduled on-site observalion sould aiso be documented on this form under the appropriate
triterlon, dated, and discussed with the Principal. (Coples: Princlpal; Ousérver)
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PERFORFWr

CRITERIA .. BEtOW
I Principal. . . PERr QRMWCE EXPECTATION EXPECTATION
Ptrlornnnct Ares 11t Schoo! ﬁ;S;a;;;;i - -

nllr Dro~ic~| for
eééective and effiCient
day~by-day operat: o4
the school

Sometimes provides for
effective and eséicient
day~by=day operation of

the school

Doss_nct_provid
and eféicient

operation of the

A, Provlo L3 ler .ll.ctdv.

school

that

enfsures- that Conoltltnlly ensures

B. Ensur s thnt IthOl plant Does not_c¢nsure_that_sch.ol Some tim )
and facilities are condu- plant and faciliti school plant _and facll-._ sChool plant and facilities
cive to a Positive learn~ conducive 10.a posiitive Ities are concducive to a are conduCive 1O & pOSItive
inQ environment lear:r ug .nvironment Poditlve iearning envir- learning environment

onment

. Doey_not_ensures eféicient.. = Eom

Cons |l.nllr entures

c. res esficient manage~
ment of bullding leve! management of bullding leve! Qlllcltng,gn et eféicien anagement _of
fiscal resources of.building level ¢iscal buildirg lTevel ¢,scal

fiscal resources

resct-ces resources

- ?
Lonsistently prcmOies anrc
maintains 4 positive
school climate

Sometimes promotes and
ntains . a positive
school climate

S0es-not promate and maintain a
positive school climate

O. Promotes and maintains a
posttive school climate

Conllsl.ntlr
and-maintains effective

tabliskes

Does_not_estat ish and msintain
effective discipline in tne

eéfective discipline in n
the school school disclpline Ir. the ;chool discipline In the scnoo
F. Eéggrnggigoggnggtggg eéfective Sometimes deminstrates Consistentl> demonstrates
communciation akills effectiv~ rexvaunication and maintains effective.
skills discipline in the school
G. . Does nOt demonstrate effective Sometimes demondtrated
problem=solving and_ _ _ problem-solving and decision- effective problem=
decision-making skills making ekills solving and . decision~
making skills
H. 7!;‘ Doss not aomantgrnttrtl(tcllvt Sometimes demonstrates - Consistently demonst~
orQanizational skilie orQanizational skills eféective organizational effective orQanizationa
skitls skille
CRITERIA } - BELOM . . PERFORMANCE
Ihe Principal ... PZRFORMANCE =XPECTATION - EXPECTATION
Performance Ar 11

Consistently demonstr.tes
positive _interperson i
relationships with

the students

ez ggnonltrnt.
peli(lvo personal
relalionshipPs wlth

the atudents

A. Demonstrates positive
perscoLil relationships
with the students

Consistently Gemdunsirates
positive interpersonal
relationship with sta¢é

8. Demonstrat positive _
interper relation~
ship with stadé¢

Dows.not demonsteate
positive interperidaal_
relatiocaship with sta¢f

,,,,,,,, Consistently demcnitrates
positive_interpersonat positive iInterpersonal
relationship with other relationship with other

achinistrators adgninistrators

Sometimes dgnon‘trnt.'

Does_not demonstrate -
positive Interperson:)

relationship with other
administrators

C. Demonstrates positive _
interpersonal relation-

ship with other acmini-
strators

.hot dmon uun
1

Sometimes cdemonstrate~

positive_interpersonal

positive

o

Demonstrate

E
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interpersc

ral relation=-
ship with parents/communi ty

P tive interper o
relationihip w'th parents/
commun i ty

positive Interpersony.
relationship with
parenta/communi ty

relationship with
parents/community

PERFORMANCE AREA 1V1

PROFESS1ONAL RESPONSIPILITIES

poiic s
of the

A. Imp ements the
and_peocedur
district

B. Participates in profe
sional growth activities

C. D:mansirates » nse of
profassional responsi~
bility

CCP11£?‘TS|

Principal’s ilg«..tun/o.ii

not lmplonurt _
olicl
of the district

Doos not p;;;lcgpnt. In
io
activities

nd procodur.l

Sometimes implenents.
the policies znd proce-
dures of the district

Sometimes participates in
professional growth
activities

Sometimes_demonstrates a
sense of professionel
‘responsibitity

COMHENTS:

(h. district

Con.ltt.ntly pnrllcupl!tt
in brofessions] Qrowth
activities

Cens stently otmonltrn!'s a

bility

¢ 0f professional respony. =



SUCIOOE GoAL FOlE
FRIICIPAL, SCHooL YEAR
seifni,” cuRREnt ary

Goal Statemient (S5taté :n géneral terms ke gaal (0 he achieved durina the achool
yéar .)

Achlcviment §fraté§ies (List specific steps to be followed to achieve the goes.)

Support Secvices (ldentify physical, fiscal and/or personniel resources necessary to
arhieve the goal.)

Appralsal Method (What process will be uSed to assess achievement of the goal?):

Progress Conference Dates (When wil! the evaluator and principal discuss progress
toward achievement of the goal?):

Suzmatlve Conference Date (On what aparoximate date will the evaluator assess
achievement of the goal?)

Principal ‘s SignatureZDate

Evaluator’s Signat'ire/Date

NOTES: Goal statements are typizally drafted by the principal t :n disucssed and 4 jreed upoh
by principal and evaluator, _One_Farm shculd bz used for each goali Signatures indicate the
informatlon has been read and discussed.
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SUNNOE GOAL PIGIESS FUEN

PRINC i, selioL YERR

TR T

COAL::

PRINCIPAL’S RSSESSMENT OF PROGRESS TOWARD PCH'évt}MhN'f 6;‘ aOAL (f]cscrlbe the progress
made {n achieving the goal.)

EVALUATOR’S_ ASSESSHENT OF PROGRESS TOWARD ACHIEVEMENT OF GOAL (Describe the progress
made In achiéving the ¢oal.)

Princifal’s Signature/Date Evaluator’s Signature/Date

NITES: Typleally, the principal responds first because he/she.is directly invotved with the
goal and should have the best ingight regarding progress:- Thie evalualor theén completes
his/her assessment. Slgnatares Indlcate the Information has been read and discussed.
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SCIGNL GOAL SURMATIVE FOMY

kI, s T T FUNITON

GUAL:
FEEDNACE CONEERENCE DATE(S):

SUPPORT SERVICES NEEDED AND/OR UTH.!ZEI] @hy'sic’ai, ﬂscal. personnel resources,)

Ek’!?cwws ASSESSHENT OF ACHIEVENENT OF GOAL (Desccibe the achieiement of the
goal )

E%iwhraé@ ASSESSHENT OF ACHIEVEMENT OF GOAL (Describé the achievement of the
goal.)

Svaluator’s Signature/Tate

Principal’s Signature/Date

NOTES: Typically, the principal responds first because he/she Is directly jnvolved with the
gudl _and sliould have accurate Inslght regarding goal achlevement, The evaluator then
CORPIELES Nis/her assessment, Slonatures indicate the Informatlon has been read and
discussed. Additional comments ahould be permanently appended to this form and Inltlaled by
principal and evaluator,
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* based principal

Outling of the Pertutmance Based
Principal Bvaluation Process

Following is a step-by-step
outline of procedures for per-
formance based principal eval-
uation. The system begins with
identification of the eval-
uators for principals; con-
tinees with the formative, .ot
Supetvisory phiase, designed for
inprovement of instruction
through effective adminis-
tration; and, culminates in the
sunmative evaluation report.

1, Bvaluatogs

The superintendent is the
person responsible for the ad-
ministration of the performance
svaluation
system in the ~  School
Distriet, .Typically, the.eval-
Uator should be the principal's
immediate supervisor, . The use
of multiple evaluators may be
appropriate and peneficial,
Evaluators will be well versed
in the fundamentals of the
principalship, administrative
skills; and effective school-
ing. The evaluators will also
he familiar with the charac-
teristics and problems .of the
schools administered by the
principals whom they are to

evaluate, '

" The evaluators will receive

orientation in the performance
based principal evaluation
Process.

2 Crietatlon

Orientation of Evaluaters
_..In-service training will be
provided -annually by the
sistency and quality of
evaluators' skills.
Orientation of Principals
Fach year, prior to the
evaluation cycls, in-service
tralning should be offered for

principals in order to provide:
_ . ‘Infornation ~ on  the
evaluation process and pro-
cedures, . . -

+An understanding of the
role of the principal and the
tole of the evaldator.

_j_. E'fﬂ “EE' l"e',n” ej@ ]’é -
.___Principals will be eval-
yated each year, including a
formative phase and a summative
evaluation. The avaluation
""" proceeds Eron July
through June with the sumative
evaluation_typically conducted
late during the cycle.

4. Pormativa Phase

Policies for Principal Observa-
tion S
. _Principals will be ob-
served on both a scheduled and
unscheduled basis. There will
be a minimum of one scheduled
and _one unscheduled obser-
vation.

ference . . . ... . .
+The principal will submit
Annual Goal Statements to the
evaluator, = ___
_____*The evaluator and the
principal will review and aqree
upon the Annual Goal State-
ments. . o )
+Coples of the Mnial Goal
Statements vill pe retained by
the principal and the eval-

uator.

Scheduled Observations :
+The scheduled observation
will be conducted as agreed
upon by the principal and
evaluator.
+"he evaluator will take
notes during the obsetvation
and interpret those notes on
the Formative Feedback Form.
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Unscheduled Observations

«Thée avaludtor will take
notes during the observation
and interpret those notes on
the Formative Feedback Form.

Pcst-Observation Conferance

*k post-cbservation con-
ference will be held after any
scheduled or unscheduled obser-
vation for which a Formative
Feedback Form has been com-
pleted.

The evaluator will provide
2 copy of the Formative Feed-
back Form to -the principal.
Both parties sign the document
to indicate it has been read
and discussed.

Professional Development Plams.
+Professional development
plans are measitable, precise
objectives stated in terms
which assist in their attain-
ment.
____+The evaluator and/or the
Principal may identify pro-
fessional developmaiit plans.

*Professional development
plans will be stated on the
Professional Development Plan
Form and jointly reviewed by
the evaluator and the prin-
cipal;

:Professional development
plans remain in effect until
satisfactorily completed,
opment plan has been satis-
factorily accomplished, the
evaluator and the .prin¢ipal

date -and  initial the

Professional Development Plan
Form.

__ Where appropriate; addi-
tional personnel may provide
assistance to the principal in
the completion. of Professional

Developent Plans and in the -

inptovement of administrative
skills.

*Professional Development
Plans will _be developed
annually for each principal.

Goal Statement Feedback

«Goa] Statement Feedback
conferences will oceur during
the evaluation cycle to discuss

© progress toward the accomp-

Lishment of each goal.

Non-Observed Data
____+hny information pertinent
to _the_evaluation process, ..
phone calls, . Ie:térs, étc. must
be documented in writing,
typically on the Formative
Feedback Form, and discussed if
the information is to be used
in the Summative Evaluation.

Staff Input -

‘Staff fnput is  an impar-
tant aspact of effective adnin-
{stration. Each building prin-
cipal will obtain staff input
in a systematic manner during
the school year, The _purpose
principal in determining build-
ing goals.

«The summative phase 15
the review of all data per-
taining to the performance of
the prineipal..

The perfornance ceiterld
ire assessed through the Sum-
mative Bvaluation Report.

Accomplishment of goals are

assessed through the Goal
Statement Summative Report.
«kfter the evaluafor has
Eﬁmﬁlétéd the Siummative Re-
ports, a suwmative conference
will be conducted during which
the evaluator and the principal
review the Summative Evaluative
Report and the Goal Statement
Sutmative Reports.

. sBoth tha evaluator and
the principal sign the Sum-
mative Evaluation Report and
the Goal Statement Reports;
indicating that the document
has heen read and discudsed.

.+Copies of the Summative
Evaluation Report and the Gual
Statement Reports will be re-
tained by the evaluator and the
principal.,

. Principals have the right
to appeal the results of the
sunmative reports in wiiting

- and in person to their eval-

uator, -then to other appro-
priate district personnel.

The desired level of
performance on the Summative
Evaluation Report is the Per-
formance Expectation column.
This . column . represents
effective skill levels for the
given criteria. Any rating
below expected performance must
be preceded by efforts to
improve that skill via a
Professional Development Plan.
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